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L LIIRCT ‘wmnn 20y Cl‘lL]OU_(‘ of Ilue Ribbon Panel Report on In‘i,c].“g
A The body of the P.nml Report s on the whole exccllent, With
cortain exceptions discussed below, the report highlights the major )
teomings of the Defense J'.n'to.l'hg jce community. Not since the )
« Study Group of 1960 has such an encombpassing review of the )
intellizence commmunity been made.,  The report outlines the )
. . v g E R = -
etionships of the major components of { the Defense intelligence

LAVORNS

and desceribes in blunt and direct language many of its

!
“he recommendations of the panel are in the 2‘nm'ﬂ cogent and 1o

, i . k
Loocopported, The C*;’i‘:‘ﬂ]).: Ly ssistant Sceretary of Defensc

&
cudional '\L;",f‘o.’}'l‘ arns would provide an unambiguous policy managoement
now che e IC,JL;L intelligence cominunity. '

. -
H

With respect to the general ve commendations on restructuring

CoyCunT, )
With respect to the proposcd ASD/I (DDI) and his specific ress
.311;&.1‘&’;5;65, I suggest you also concur. ‘
Lt . .
g ‘4 %,

. With respect to the formaiion of explicit functions under the

‘ ‘lru"rﬂ'l'z gance ackivitiod ineladi-o

Delenze » intelligence com ‘fmmcy (on page A7), I suggest vou strongly

AST/T(DDI) to direct all Defense intelligence coliection and procuctidn

)

o

bBeoizve a major problem exists in the vagueness of recommendations

<2

on processing, repor rHing, and dissemination responsibilitics attribut

cc

tya DETCC.  Thus, I suggestyou take the following exceptions wiwn

r::sp{_zci to ”lcgc rec ornn’xencatlon

DIA and OSD have no Obj'ection' t6_ declassification
-and release.

-, e r—-n-m

DIA and OSD rewew(s) com Ieted T
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activities, (1.e., DSECCand DIPA) I suggcs you concur. However, :I v
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. In view of the fact that the primary function

a. Process mg
of processing is to provide c ollected ravr intelligence in
“a format cuﬁahm for production usc, the processing :
output formmat should be deten mined by the production *

function, in this casec, the DIPA,

. Re -“n“*m'f The DIPA should be 1(,5!)01151)1( fo* all

2

in'w;..‘!,li." cnce reporiing o non-intellizence consurmers. =

U DEEGCE is allowed to make intelligence reports to '

conswumers, the production function and its contr o] )
-

embodicd in DIPA will soon be diesipated.

c.” Disscmination: In a similar context the DIPA should

be responsible for all in niclligence reports disscrmination’

to non-intelligence consumers. s

One wmajor shortcoming I find with the pancl r¢ port <md its recom-

mendations §s that is does not )ys{mn«u(,@l]y relate the intcliigence B

procuesses which it discusses to the organizations it establishes in the

YeCOITIeAGaTionS., A J.z‘a:-:gc part of ry deraried critigue in the avacned

Memorandum for the Record deals with this problem and its conscquence

‘

.
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- Yacton £ /3&@3

: , . - Wallace E. Seidel
. ‘ Director of CIRIS -
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Ribbon Pancl Report on intelligence cont e two speci f

" 0 ———

PAs
The ilrst sccetion discusses’the pr oblemes and ills of Defunse

. P . v - -

intelligence and 1ts mana pcmth The second scction offers a serics of
.

recommendations which are designed to result in a more cfficient and
. . '
offective Defensce intelligence organization. '
The pancl discussion of the shortcomings of current Defense

intelligence organization is on the whole quite exccellent. )

i

The brief Part I on the intelligence community clearly points to

'
a. the need for consideration of Defense inputs to USIE
: C Sy
b. the lack of consumer input and
c. the watered-down estimate problcm
i
The Part Il of the report deals with Defensc mtedwencc. ‘

P

ic 91‘0?*a1n Pr nncully centers u},on

Tie discussion of the g,rvp‘;o" g
i ;nt control over the SCA's. The repori
Y u 2 B -
wolu foopeint out «,he DY onlum of (1§ the relationships of NSA to the

intelligence!, the "technical '{.Ol']'llutl()h problem, " and the

« . - ;. -
Z wroduction to identify the sources of information in COMINT
&
as noied in the DINS ve por and (2) the problems of OSD

of the COMINT: 1nout relative to other Sensors for any given

j

The (H_:’-JCCLQ.,]OL 01 the Gcncral Defense Intc :1ligence Program clc

soints out the problem of DIA and its relationshipto OSD, JCS, and ihce
l j 2 £
. . - ‘
, ) ;
i
In ‘a“ne ”':ncl Ko *.:»orb s discussion of 1.1k 1111.c]11(*encc PLroOCcess ’cnc
&
prefonin vatks note the lack of a mechanism to cffect a prope

.ane between the process functions and notes that ‘chere is

H

@
A function embodicd in the NSCID 6. ’n“OlRC'(,l‘ regarding "~1v‘ooucﬁon
O
a

.
.
. .
- ¢ —————————
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evidence that (a) smuch more information is baing collected  than processced

and ”ﬂ ”ch\M “:U()ﬂd])L AUimore can be processcd 1han can be usaed in

PTU(.\ ction.,

The main point in the discussion on collection is {hat there is no

2

cifective meahanism for cconomically relating collection resources Lo
need.,  “Tho processing discussion fails to recognise that processing

. .
srenents o omajor problem for intelligence management.  Jox cxnmple
X . & 2 J »

althoueh the report recognizes the processed output must be ina form
:-:'t:si'i;a'i)'?.e for use by the production function, it fails to notc that (a) the
sreblem is onc of what specific information regarding the source is

+
i
i

PR

> cutput form particularly when proccssing is cont rolled by the
se); (¢) that processing also provides

(¢. . the COMINT ce

ction and when collecior dominated, that

sack information to collec
sebion tends to dominate the major purpose of processing; and (d)
srocessing function provides a natural base fox deriving

T A_l sensoy information cain relative to a given target while onl
o =1 O

the production function can pro ovide the net or integrated information
yelative to all sensors for a given target. '

L iha DIA —wghlcons
L I

The diccuscion of Production clearly pointe out the DI pros.iins
bat fails to note the inputs to any ASD/I managezxm it cvaluation program

which the production function must make. It does not systematically
discusas the relationship of the producer to requirements of all kinds,
and 1o the collection, processing and ﬂ.mngc‘vngm function.

Thc discussion of Ivaluation is prefaced with the no‘f.e that "only
a small proportion of the intelligence producéd is useful. " The panel

Fails to di,sc’oqs evaluation in terms of management '11)111Ly to determine
S consumel riceds and Droguct value to the consumer.

3
ps

¢ : .
- . . « - . ' . .
The discussion of S; ccial Programs is necessarily limited by

é»'ed to the producer; (b) the inability of the producer to control proces-

i i

-

-

-

—

- -

L ‘)l
bt

-

the classification of the report. Although the panel recognized the problc
of & Neational! program relation to community and defense inte 1ligence
& !
it § to follow through in a discussion of the e:;LS‘LJ"l"’ committece preblem.
.
The Recormimendations T
.

F 4 .
The recormnmendations on the functiions of the ASD/I (DDI) are
Ccrebaily vague in several arcas because of the classification problem.

o
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For exarnple, it is not explicit with respect to the relation of

BIE f“l)/l to the corroent high level conumittece for Special Activitics,

car ihe Special _(\k“\’wn,‘ﬁ themacelves.,

H

LTI L

The responsibility to direct 2ll inte cliigence activitics does not :
8 W::uuc‘o.lly include all intelligence related R&D although this is 1mphcd
: ) f

, The problem of review and cvaluation Pproceaures of the nev
ASD/Ihave not been u(,&l‘ vith explicitly and systematically in the Blue

Tihbon Pancl Re POy ’L.

In any cvaluation concept of the Defensc or comumunity JLLCU.]" ence
gy sier certain basic funclions or processes musn be carried out.

(1) IMirst, we need to know who the p]ave*c in the game
are, whet resources they have, and how those resources are dJ(U"Wbumd
by in ‘!h;{« nce function and 01)]('<‘m\u. This is the function of CIRIS in
the o ;‘13 tion cffo: te

(2y Sccond, we must know how we know what we know,

*
d,
|

18 TOORLY we must }MLV(, N (.‘ID‘ICL'[ }\I G\\’.L (l"(‘ Of @) experienced ‘)(Tl 5O T,
’ L

information onin v alative to speaii sensors and specific throote rm.“r';'
cair most casily be accomplished by AbJ/.L tasking of scnsor processii g
|
and e setting up of individual sensor or station data bases relative to .
-~ 5 "

bstentive tar gets,

(3) Third, we must have an intcg'rated.or net ocutput of ail .
sensor experienced information gain relative to specific substantive

$. Since the production function is the locus of {

or any substantive target, DIPA must provide this input to ASD/I

svalaation - efifort, -

&
the ind C,g_nc.,u\,L~ data )

‘.xg

G - . . . =

(4) It should be understcod that experienced sensor information

2
gain ox net {all sensor) information gain for any given target, only provules
.
an explicit empirical expression of knowledge or information gained. It
~ ——
coes not provide the relative value of the in:formati n gained,.

N —

r s

- i

3

(5) The valuc of the intelligence scrvice can only be derived

frem the consurner O.L thé service. The panel report makes several .
reference to the lack of consumer inputs in the intelligence process.

j

i

w
T P | A ————

N ' -
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analysias ia an casontind fanction of the ASD/T evaloation cffoct

S

Lo . a s B HEE I

Teleilizence volue :131:;]\'::15 has {wo sources of data, Ple Divst, a

diveett ol \pnt Hoexprossion of conswmoer need (oo, the sa colled !
conaatney v uqm.} cment), oo oworkd of multi-consumoers Loth hori- *
ot sttty and vertically organisad bure auveratically consumeoer nded ;

The sccond source of volue daie is feedbuek function from the

consumer 1o intelligence. This involves "Product Bvalus ion''=/ znd
o &
anust a.".:ﬁo be organined as an c::yllui Lff@lt in the ASD/I Ivaluation
effort. !
_ .
(6) The final and pr o.mb]y most important facet of the

ASD/1 evaluation program is the projection of resource capabilities

for ail junciions and consumer nceds in order to eva Juate decisions on
procurement and R&D resources as ithey relate to spect hc substantive
tarzets and objectives. (1. e., true rcsodrce pla.rmmg related to objective

e m—

In this instance, the final input necessar: are
R 4

(a) target projections derived from estimates and
s. ' :

.

-

.(b) technical chavacteristics data for systems which

have not vet*been operational and
7 IS
{c) R&D project definit 1ons *elahed Lo 1nw] ligence

objectives,

(7 Again all of this data should flow through the produ action

a1l individual sensor resources with respect to a given sub- '

l

tzrget or objective.
P e

By way of summary of an AS ST3/1 evaluation program relative to
consumers and his DSL\,C and DIPA ar:n:,, the conceputal diagram is

as follows: . . o
i
., e 1
- | 4
- i
, ‘

¥/ 1 nave attached Don Harris' paper as the best available exposition of

— v ) s

rocuct I valuc,uon problen

Approved For Release 206?‘75?1[&7. CIARDF‘?EQNI:O0097A000100030005-4 :
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in order to get DIPA to provide the relative expected information
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ASD/I Evaluciion Program Concoept

Input Struch

et bt it e o b oy
. i
IR
e T
N

and Service

e DTS ey e
Intelligence

information

2.

,nr

Gain '\Cu rrent or

e L S Ry

TProjected)

[

ty -

# ]

e

.
. - o
-, :
:
Sensor 3
Targot
Information

Gain

N\ . :
. i
Inputs from DSECC
1 ]
(possibly f 1 Combatant
N *

Intelligence For ces)

(Current or Projected)

N L o 1 ks it B

Consumer Need Analysis &
Product Evaluation

oy S

Jy . N/ .
Ao -
- L ]

Toputs ) Inputs from Coasmnc rs
from DIPA (Analysis by ASD/I Staff) =
. |
. I
I
i i
¥ L]
v -
b ‘. ]
L r )‘ :

} ASD/I Resource Analysis Group E
| o
“Qutputs: Relative value of i
spﬂﬂi ic collcction resources t ]
- - *
to objectives. Impact on i
13
) , ‘Proces ing and IProduction
B
Assocmtc\] S upport Costs.
-5

' 1

[T JR “@ ("2 R ..:., Y.
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The recommended csponsi

1
i

hilitics of 1

45

provlems ond again there is a viguencss with respect to definitions and

relations.
For cxample,

" The Dm CC should perform those procesaidg activities which

. o . co s , '
t efficiently associated with collection facilities.? This provides.
o . s
seaific cviteria and begs the processing relation to the p“oduc’uon
L3
on and the management evaluation problems of the ASD/L
‘ I processing must put vaw collected data in a form suitable for
wse by the producer, 1}10 producer must be able to control format and ]
t s . B
data inputs. Ife has not historically been able o do this when processing
. : - t
has becen controlled by 1;1?3(': collector.

T]:JL also becomoes a problem in the first responsibility listed for

L

’ ]

Yhe DECC particularly \.\.llﬂ) Tas pv(-t to "reporting’.  The problem of
I Hgence' as o production funcilion has been with v fox

Yo, ].)Q(::i ]\"S/",, produce finished intelligence or docsn't ity NECID 6

says nol o The direct pascoge of WSA intelligence to the White THouse and
. o - s
T ¥ olierwis G, Lo }\/E)J,CC CwbT UL Lk aal Coullueiliun rénourues ~
13
to accentuate this problem, unless its reporting and .
1 L ]

ynunity is controlled by DIPPA. One

ge part of NSA Production and Reporting
- [ 4

NSA. What then is
1 Activ 11105 since DSECC is

Defense collection activities? Why is he not also

e Special Activities and a]_SO Director of the specific

collectitn activities now found in the GDIP

we

The DSECC is also to serv .
to the Director's of E;pecia

, DS®mCC is responsible to insure the most judicious use of comumon
stalf clements between his DSECC and NSA., Why not also include the
stalf of the Special Activities and DIA collection staff?

L

o —

DSYECC res uonsrnhtv (4) again raiscs the 1‘f,pon1n'* ‘orobleﬂ‘n anc
. 3
its relation to Production (DIPA). Should not DIPA have a control voice
in D3ECC dissemination of intelligence information particularly to




soryething chould be radd O the DGO responsibLility o the .
W Sy ey .J-'ﬂ.,r iy et Sas ey S eyy i el y H
\ ERES 2 A A { i [N I..ju(.‘) J)\_ l\ SCN a0 l‘nllh MIGTION a3 CLaw A CRra R
: : i

L . . PR S N . N oy e vy ey e ey a1 3 3.
v narpetaand oopavaen n:.uU.uc:tu»;z veusource. Ao noted carlier the N
! B 1

L e . . e I ot ¢ il
coaner procesasing fanction prosents o natural Jocation Tor {he individun

.,:a -

soerner data hase as it velotes to cpecific substoantive tarpgcin, Obviouy]

v oepel destenation anust he of connnon definttion {or both LSRG and

[y
”!——n-.qm

The point is thal olithough the DSECC sensor data basc may reve

uut

viion gain relative to o g iven tad reet the integrated t;ubf:i'mi“v(

DIPA mMust deterinine \vm:i.:pr the gain is a net one relative

a1l

7

projected target ‘mo\ Jedgee un]ny

iGties of the DIPA are clear but what

The substantive responsil
is not clear is his management responsibilities relative to the ASD/I

cvaloation cffort, For example, should not the DIPA be responsible for
L3 - . " Il ! . . l
the integrated evaluation of current net information gain for all scensor
. .- . B |
e to given mlgd%f ,
Recommendation pumber 4 is unnec essarily vague and could
®

present sericus management problems to the ASD/I. For example,

a. E\p:md ]e NSA responsibilitics in what specific mannc
by wihat eriferia?

W —— w-u ——

+b. Again the processing and reporting problem as it

to DIPA and the placmmlon function is present.

- ——

¢. “What does "Data Dase \"Lctll’l‘i(,]xanx,cﬂ ]11032"7 The inte-
4 J..'
i

lantive data base is meaintained by the production function
. What ”Daia Base!' docs DSILCC or ’\SA maintain?

&

As’a final note the 1‘0130*“ docs not deal with the impact of Defens

- : 5
xcenldve Agent resourgg decisions as they rclate to non-Defensce agencies.
- - - i . L]
does it deal cxplac%’y with the problem of "National' program

¢s managed by non-Defense agencies or non-Defense rescurces

for &1l functions which provide intelligence inputs collection, processing.
eind production on Defense matters (both to the Deiense and the \auomu

: evel), In view of the ASD/I evaluation function and dxe NIRB
cvaldetion function at the National level, the question may well be ask edr
wiether commitices at the national level as pjrcscmzly constituted are :

nendoed or desivable. It would appear that the ASD/I and the DCI have

b

S ———————

~
- —

E-‘Uf‘v,tz’c"-: Y TN ey (e
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making judgmoents without adequate stoif support on
' 1
roprams proposcd by single program officers who

cannol and do not arsess the impact of other collectors, pProcessors,

producers, and the consumer needs of policy decigion makers.

Opcrating resource managers are to be denied the policy manage-

oy
7/

+ ” g -y - -
ment Soveroie: li" over thetr individual, efforts, if the panel recormmeoenda-

tions aye :mlplcnmni‘c-d. NModers intelligence is a complex Qyubcm with

sntervelnted collection, processing produciiion support, and manage: u(ni

atomis.  TPoli Loy managensent decisions ca nnot he fragmented i

A
AT aFeh i vm ey Ty e No o e et XV ek M f o4 A Y ]
oL Lllx’i\r.’(h‘ i \,)J)(",l L LJ,]JL; l“la,;u}ulg‘vll—} ent l)(—) Wer 1i, Cril (, .C1 (,'y and

to bo goined at lower fiscal inputs.  The operating
2y shave the reduction with little J‘c.{farsfd for impact on

e T + ~ . - 0 - . 1 - '
and funciions not within their dircct management concern.,  This

eodn focet, the primary modus

; o7
cod uuldanm, in the FY 1972 CDIP exercise., We cannot zllow it to

if intelligence is to

Herandi in formulating Inteliigence
bl
h

- Kl ) s x
he an cifcctive service to National anda

Lsion and less an end in itseli.

. .
,
it .
=
R byl &
T i -
s
. >
-
L T s )
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